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MEMORANDUM FOR: Executive Director 

THROUGH y^Deputy Director (Support)^// 6- 1 9 AUG 1963^ 

SUBJECT t Procedures end Working Relationship* for the NCS 


1, The attached working DRAFT of Procedures and Working 
Relationships fox Hie NCS as prepared by the Defease Communications 
A f*ncy has been submitted to the Agency for review oa a substantive 
basis. We were requested to concur or comment oa a priority basis 
in view of the urgent need to promulgate these procedures to other 
Agencies. References t© the Central Intelligence Agency as part of ths 
National Communications System has been omitted for eeeurity reasons , 

g. The DRAFT wss carefully examined by m y office and, when 
|a the context of paragraph 1 that "these relationships and procedures 
must he evolutionary * * * * designed to guide and assist, « I indicated Agency 
concurrence sublet to the following revision of paragraph 8b: 

Hjf Executive Agent consider# the requirement to be 
valid and that it can be met from existing NCS resources, he 
will aoorove, after concurrence of file operating agency coaceraed, 
the provision of such assistance or service. " 


OSD REVIEW COMPLETED 


Director of Communications 


Attachment: 

Draft A /S 

GGs Comptrolle r 

General Counsel 

DD/P ... 

Orig & I - Addr fa Qff~cu | t:: 

,1 - 4 *P/§ 1 - OC-P *• iJ:- 
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g-, . , , DRAFT 

15 August 1963 

MEMORANDUM TO ALL AGENCIES 

SUBJECT? Procedures and Working Relationships for the NCS 

Reference: Memo to All Agencies and Departments, Aug 63, 

Subject: Establishment of the National - Communications 
' System 

^ 1 . This memorandum outlines procedures and working relationships 
a Pply initially in implementing the National Communications 
System (NCS), Like the NCS Itself, these relationships a.nd pro- 
cedures must be evolutionary . This general statement, however, 
is designed to guide and assist the Agencies in planning their 
participation in the NCS. 

SPECIAL ASSISTANT TO THE PRESIDENT FOR TELECOMMUNICATIONS 
^ 2 . Pending the appointment of a Special Assistant to the President 
for Telecommunications , as provided in referenced memorandum. 

Dr. Jerome Weisner has been designated to perform on an interim 
basis the functions pertaining to the NCS assigned to the Special 
Assistant . 

STAFF SUPPORT TO THE EXECUTIVE AGENT 
J 3 . For the carrying out of his responsibilities the Executive 
Agent has established the following administrative arrangements: 

Assistant to the Executive Agent for NCS . The Executive 
Agent has designated Mr. Solis Horwitz as his Assistant for NCS. 

He has given Mr, Horwitz responsibility for reviewing for the 
Executive Agent progress being made in attaining the objectives of 

4 

the NCS, making recommendations to the Executive Agent on tasks to 
be assigned and on other matters as appropriate, ana receiving and 
processing requirements from Agencies. 

v b. Manager., NCS . The Executive Agent has given the Director, 
DCA, additional responsibility as Manager, NCS. In. this capacity, 
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he will employ the DCA staff and call upon other Agencies and upon 
elements of DOD as necessary for the accomplishment of tasks assigned- 
by the Executive Agent, work in close coordination with 'the repre- 
sentatives of Agencies with regard to assigned tasks, and inform 
Agencies of actions recommended which affect their requirements or 
affect the subsystems or elements of the NCS for which they are 
assigned responsibility. 

v °* Representatives of other ;NCS Government Agencies . GSA, 

State, FAA, and NASA which operate the larger Governmental communi- 
cations systems have each been requested to designate a responsible 
Individual to serve full time as Its representative to the NCS 
Executive Agent and to work with the Manager, NCS. Such repre- 
sentatives shall be the primary point of contact between their 
Agencies and the Executive Agent* s staff In the DOD. Other Agencies 
have been requested to designate a; point of contact for dealing with 
the Executive Agent on matters pertaining to the NCS. 

DEFINITION OF AND PLANNING THE ESTABLISHMENT AND IMPROVEMENT OF 
TH TTWS — “ * — 

The Executive Agent is responsible for designing the NCS for 
the approval of the President, developing plans for fulfilling 
approved requirements and priority determinations, and recommending 
•implementation responsibilities. To accomplish his responsibilities, 
the Executive Agent has directed the Manager, NCS, to undertake the 
following tasks in coordination with the other interested Agencies; 

y a. Definition of NCS . Prepare for the Executive Agent to 
submit to the President by 15 September 1963, recommendations 
identifying those communications assets which should be included 
now In the NCS and additions which should be considered for possible 
later incorporation. 
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“'b. Operating Responsibilities . Prepare for the Executive Agent 
to submit to the President, simultaneously with the NCS definition, 
recommendations as to which Government Department or Agency should 
have responsibility for installation, operation, maintenance, and 
modification of NCS assets identified in a. above, including respond 
slbility for budgeting and funding. 

c< Initial Plan . Prepare for the Executive Agent to submit to 
the President by 1 November 1963 a near-term plan setting forth 
initial objectives to be achieved and requirements to be met by 
the NCS, and recommending modifications or improvem ents affecting 
the Fy 1965 budget. . During the preparation of the plan all pro- 
posals for mod ifications and improvements will be examined within 
the overall NCS context and, as appropriate, incorporated in the 
plan. For those proposals not incorporated in the plan, the 
Executive Agent will submit to the President the reasons for the 
recommendation along with any differing view of the affected 
agency. 

d * Annaul Long-Range Plan . Prepare for the Executive Agent 
to submit to the President by 1 April 1964, and annually on that 
date thereafter, a Long-Range Plan (covering the forthcoming FY 
and four FY's thereafter) updating objectives and requirements 
to be met by the NCS, identifying requirements not 'fully-met arid 
recommending further modification and improvement as necessary. 

Where appropriate, the Long-Range Plan will present and cost 
alternative ways of satisfying user requirements. Issues of 
policy and differences of views between agencies will be Identified. 
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During the preparation of the Long-Range Plan, all proposals fo r 
mo dification and improvement _ wi 1.1 b e examined and appropriate 
proposals will be incorporated in the plan. In additio n, the 
plan will recommend any ^appropriate., change s I n the assets to be 
included"” in the NCS and in assi.-Tment of ^res ponsibility to the 
Agencies. For proposals not recommended for inclusion in the 
plan or for other controversial aspects, the Executive "Agefrt 
will submit his views to the President along with the differing 
views of the other Agencies. 

By 1 October 1963, and annually thereafter on 1 January, 
the Special Assistant to the President will furnish to the 
Executive Agent any communications requirements on the NCS 
unique to the Presidency so that these requirements can be 
reflected in NCS plans prepared by the Executive Agent. 

REVIEW AND APPROVAL OF REQUIREMENTS 

6. The Special Assistant to the President has responsibility for 
advising the President with regard to communications requirements 
to be supplied by the NCS, responsibilities of Agencies in imple- 
menting and utilizing the NCS, the guidance to be given to the 
Executive Agent with regard to. design and operation, and the 
adequacy of system designs developed by the Executive Agent. He 
is charged also with formulating and issuing to the Executive 
Agent guidance as to relative priority of requirements and with 
Insuring that there is adequate planning. to meet future needs of 
the NCS. 
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7* To assist, the Special Assistant to the President and the 

President in the review and approval of conununi cat ions require- 
ments to be satisfied by the NCS, the following procedures are 
established: 

a. Certain agencies, such as DOD, GSA, FA A, NASA and State, 
will be assigned responsibilities for operating, and budgeting 
and funding for specific components of the NCS and for meeting 
s pecific requirements of the NCS as indicated in paragraph 4b 
of this document. The processing of NCS requirements and the 
preparation of plans to meet these requirements will be 
accomplished in the following manner: 

(1) Agencies having requirements for service on the NCS 

'O 

.p ’ wiH submit their requirements by 1 December to the operating 

agency designated as responsible for providing the required service. 

(2) Agencies operating components of the NCS will con- 
solidate their requirements for the components and those require- 
ments of* other Agencies for service provided by these operating 
agencies. T he conso lidated requirements, together with the 
proposed p la n for meeting the requirements, will be submitted to 
the Executive Agen t by 1 J anuary. Such operating agencies will 
Include Initially the DOD, GSA,.FAA, NASA and the State Department. 

i ,(3) A11 civil agencies for those CONUS requirements on the 

NCS, not fulfilled as set forth In (2) above, will submit these 
to the Executive Agent through the Administrator of General 
Services, for his comment as to the appropriateness of meeting the 
need through the Federal Telecommunications System (FTS) component 
of the NCS, If considered appropriate by the Administrator of 
General Services, the necessary capability will be incorporated 
In his plan submitted in accordance with (2) above. 

(4) The form for submission of requirements, and of plans 
for fulfillment, will be prescribed by the Executive Agent. 

(5) The Executive Agent will transmit, for advanced 

information, one set of Agencies 1 submissions to the Special 
Assistant. i ^ -*• ^ 
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b. Procedures for meeting requirements associated with the 
day~„o-day operations within the NCS will be promulgated by the 
Executive Agent. 

c. Subject to any guidance from the Specia.1 Assistant to the 
President as to relative priority of requirements, the Executive 
Agent will examine the Agencies' statements of requirements and 
proposals for modifications and Improvements to the NCS and, based 
upon his review, integrate these, as appropriate, into the con- 
soiidated statement of requirements and NCS Long-Range Plan, for 
submission to the President. 

d. The Special Assistant to the President will review the 
xnitial and Long-Range Plans, which include the statement. of 
Agency requirements, the plans for meeting these requirements, and 
policy matters, and will make appropriate recommendations to the 
President. The plans and requirements, as approved by the President, 
will constitute the basis for implementation of the NCS. 

e. The NCS Operating Agencies (initially DOD, GSA, FAA, NASA, 
and State) will incl ude in their programs and budgets the necessary 
funds to carry out their specific NCS responsibilities under the 
approved. ..plans. These will be subject to the normal budgetary 

review process. 

* 

CHANGES IN APPROVED PLANS AND REQUIREMEN TS 

8. Requirements and plans will be subject to modification to meet 
changing conditions between planning cycles. Responsibility for 
meeting the changed circumstances and requirements lies with the 
NCS Operating Agencies, where such changes to not involve significant 
departure from approved NCS objectives or plans. However, 

a. Where a change may affect adversely any Agency's capability 
vO carry out assigned responsibilities or to meet requirements under 
the approved plans, the Agency will immediately inform the Executive 
Agent and submit to the Executive Agent any recommended corrective 
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action,, The Executive Agent will consider the recommended corrective 
aculon and other alternatives and. will take action as appropriate. 

b. Where an agency requires assistance or service not provided 
for In approved ‘plans* it will transmit the requirement to the 

Executive Agent. If the Executive Agent considers the requirement 

A 

to 'be valid and that it can be met from, existing NCS resources, he . 

culu. CMv&Mufon. ohZI'zJL jua&dEuqi a&e+tul ^ cyynjpM&ZL, 

will approve the provision of such assistance or service. J The 

A 

Executive Agent will Inform the Special Assistant of any such approvals 
which depart significantly from approved requirements dr plans for 
the NCS. In case of disagreement between the Agency and the 


Executive Agent as to validity, the matter will be referred to the 
President. - Should provision of such assistance or service not be 
possible within existing NCS resources, a plan for provision of 
the additional resources will be developed by the Executive Agent 
who will make recommendation to the President as appropriate. 

c. Major changes in the definition of the NCS, major changes 
in the assignment of Agency responsibilities and significant issues 
of policy will be submitted to the President for his approval. 
PRIORITIES 

9. Attachment C to Title 3'2A, National Defense Appendix, Defense 
Mobilization Order IX~4, subject: Priority System for the 
Resumption; of Intercity Private Line Service, established a priority 
categorization to be applied to CONUS . commercial leased circuits in 
time of emergency. This categorization needs revision to update it 
to meet the existing attack threat and to incorporate arrangements 
required for the NCS as a whole. To this end, the Executive Agent 
has asked the Manager, NCS, to develop, in coordination with other 
interested Agencies, proposals for establishing a revised priority 
system for reallocating and restoring, in time of emergency, NCS 
assets so as to best meet national governmental needs. The recom- 
mended priority system will be submitted by the Executive Agent to 
the Special Assistant to the President for appropriate action. 
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..INITIAL TASKS TO BE PERFORMED 

10. By memorandum of 6 August 1963, . a copy of which is enclosed., 
the Executive Agent has directed the Manager, NCS, to accomplish 
the tasks outlined in paragraph 4 above as well as certain other 
initial tasks. 
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